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Financial Professional Services Business
Transformation Case Study

A 100 year-old, 800 person financial professional services business developed an
ambitious strategy that would transform it into one destined to succeed through its
second century. It was a transformation that paid homage to the past while imagining
an even better future. Culture, Market, Empowerment and Digital all played their part.
This is their story.
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Three years ago, our client was finalising a challen‐
ging strategy to diversify its business. It had an or‐
ganisational structure that had served it well over
the years, but the board knew it would creak and
maybe break if it did not change to meet the needs
of the new strategy. They also knew that they
needed to change the style and mindset to lead
the company and accommodate the complexity
and scale of the future business. With their strong
management team, they were confident they could
transform the business successfully. However,
they lacked the comprehensive plan, tools, and
techniques to clearly define the transformation and
systematically implement it.

To make the strategy work in practice, txgnosis
was engaged to help the exec uncover a) the im‐
peratives critical to their transformation, b) the op‐
erating model that would deliver the results, c) the
shape of their transformation, and d) how their
transformation office should function to bring
everything to successful fruition.
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We started by introducing operating models as a
tool to better understand the challenges, their im‐
pact, and the solution to strategy delivery. Then,
using various techniques, the executives analysed
the strategy to uncover its essence and how their

business should be architected to de‐
liver it.

Some of the core chal‐
lenges it posed were how
the business would be‐
come more market-led;
more responsive to in‐
creasing volatility, uncer‐
tainty, complexity, and
ambiguity; more efficient
in its use of resources;

and how to embrace and capture the benefits that
digital offered.

To address these, they architected their business
to become proposition-led rather than project-led,
improve the quality and speed of decision-making
and build digital as an innate competency through‐
out.

Core to the success of the transformation would
be a culture shift to the next level. This would cre‐
ate an environment where people could thrive and
work together to im‐
prove their impact on
their clients, them‐
selves, and the ulti‐
mate beneficiaries of
their work. Fortunately, they already had a positive
culture on which to build but needed to be more
precise in its design and execution.

From these needs, they created four themes that
would characterise the transformation, its mo‐
mentum and focus during the implementation.

Through this, the business would diversify more ef‐
fectively whilst building on its prosperous heritage
to become more market and client-centric.
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As a clear sign of intent, and to pave the way for
the critical elements of the transformation, the
exec implemented a new organisation structure.
The new design created the space and opportunity
to implement some of the more radical features of
the transformation. It also instilled a clear sense of
change and expectation throughout the business.
Taking this approach also created some quick
wins that started to drive momentum, understand‐
ing and engagement.
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Since culture would have a large part to play in the
success across all themes, making sure it drove
both the change and the ongoing business be‐
came a priority. Using various proprietary tools
and techniques, the senior leadership team honed
and clarified the purpose and values necessary to
create success. These then informed and drove
the cultural behaviours that were to be encouraged
and implemented throughout the business. It be‐
came apparent that a great culture is the fusion of

business imperative with
people's purpose and ful‐
filment at work.

Together, the purpose,
values, and culture shaped the business for both
the transformation and post-transformation chal‐
lenges. In this way, not only would the rules of the
business change, but also people's attitude, en‐
gagement, commitment, and ultimately behaviour
changed too. This ensured the hard-won yards of
the transformation were successfully embedded in
the business.
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The organisation structure change gave a great
canvas on which to introduce the other key initiat‐
ives. It emphasised the proposition-led approach
to business which was further enhanced with the
introduction of RACI-styled decision making. This
ensured the company moved away from a con‐
sensus style, which had served it well but needed
to change, as business dynamics and momentum
steadily increased. This approach produced a bal‐
ance of accountability and empowerment that has
seen the business become more efficient by cut‐
ting overlap and wastage as well as improving the
speed and quality of decision-making.

To ensure momentum, integrity and efficiency
across all aspects of the evolving business, our cli‐
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mance to deliver your businessprinciples

We define how the principles
will be expressed throughout your

business

We refine your proposition so that you
capture your chosen market place

We ensure that how you do business reflects
why you do business

We create a single shared view of the what it’s
all about

We mobilise the business to realise the
improvements

We show how you are
progressing

ent incorporated various other change initiatives
into the transformation as it gained momentum.
Rather than stifle change, this gave everyone a
clear understanding of why and how they were
changing the business to everyone's benefit.

Because of the size and complexity of the trans‐
formation, it was performed in an agile manner, re‐
inforcing successes but failing-fast when out‐
comes were sub-optimal. Introducing agile cre‐
ated the opportunity for the transformation office
to play a more proactive role to encourage, realise
benefits, recycle learning, and improve communic‐
ation, all of which improved the velocity and suc‐
cess of the transformation.
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The strategy is a multi-year step-change in how
the business will continue to lead in its evolving
market. It has gained significant momentum
through early success with the shift in organisa‐
tional structure and implementation of RACI. As a
result, decision making has improved both in qual‐
ity and time spent. In addition, it has led to effi‐
ciencies by reducing overlapping processes and
objectives. People know who is accountable, and
they are empowered and supported to lead and
make decisions. Collaboration and communica‐
tion have improved because people have a clear
framework in which to work together.

Becoming proposition-led has increased market
focus, created multi-disciplinary teams and initiat‐
ives with a common goal. One of the stand-out
improvements has been the more complete integ‐
ration of technology with the business into cohes‐
ive, proposition-driven teams. In turn, these have

produced leaner, clearer propositions that are mar‐
ket-focused, consistently sold and consistently de‐
livered.

The culture has shifted to become more purpose‐
ful. The values have also included 'pioneering' to

reflect the increasing requirement to
diversify, improve decisions, drive in‐
novation, create momentum, and fo‐
cus on delivering the future. It also
creates a feeling of optimism across

the business.
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Any learning organisation will have several take-
aways on which to build for the future. This agile
transformation absorbed and capitalised on them
quickly.
■ Transformation is a journey; done well, it is

without end because adapting to changing
circumstances is a business imperative.

■ Simplifying and clarifying ideas can create real
momentum as well as efficiency.

■ Being ambitious can create momentum by
itself. It creates expectation, but quick wins
must accompany it. Thinking small will
perpetuate small outcomes.

■ Culture is a crucial part of any business
initiative success and must be threaded
through every aspect of a transformation.

■ Fundamental change is driven by the detail
rather than headlines.

■ Agility in business transformation is possible
and results in a more agile business.

■ Raw talent alone isn't enough. With the
increasing speed and complexity of business,
having a language to describe, analyse, and
architect the business is critical.

■ Communication must be deliberate, thorough,
and driven by stakeholders' needs.
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Our goal was to ensure the business had the
framework, tools and techniques to describe its
strategy and how it would be successful. These
drew on a tuned subset of our 4C framework for
business architecture. Tools such as Operating
Models and Culture Canvases, Business Traits and
Digital Architectures were implemented and social‐
ised through applied workshops. These quickly
produced robust business designs that could be
tested for integrity. At every point, the goals of the
strategy were visible and promoted as part of the
design.

Using these techniques, the executive team could
quickly see how their strategy would develop into
four inter-related themes which would deliver the
key goals.

The transformation office,
and practitioners from
across the business,
were proactively sup‐
ported as they
gained skills. Com‐
munication value
increased as a res‐
ult of a common
language leading to
a common under‐
standing.
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